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25 June 1962
MEMORANDUM FOR: Deputy Chief, SR Division
SUBJECT : New Fitness Report Form

1. TIn looking over the new form, I was struck by the repeated emphasis
on one aspect of an employee's performance end the almost total omission
of esnother. The ability to supervise and the amount of supervising involved
in the job are emphatically stressed. Any employee reading the form cannot
fail to get the message - promotion and supervisory responsibilites go hand
in hand. I recognize that this emphasis reflects the general opinion in
Hesdquerters, but I feel I should submit a minority report.

2. The most criticel deficiency in the personnel of the Clandestine
Services is in men who can handle agents and run operations - in really
top-flight case officers. And yet, although the qualities that go into
the make-up of & case officer are to some degree specified (page 2, Section B),
the form reflects clearly the assumption that a case officer is a Junior vwhose
work, like that of a file clerk, can be adequately controlled by good
supervision. I submit that it isn't so. A good supervisor can no more
compensate for a weak case officer then he can for a wesk surgeon, writer,
journalist or lawyer. Either the fellow can do the job or he can't, and vwhat
we need are more case officers who can do more jobs better. The only way to
encourage our people to be better case officers is to recognize the demanding
skills and strong character traits involved and reward them accordingly. In
my opinion, there are five SR officers who could meke good Branch Chiefs for
every one who could make a really good case officer. If you stop to think on
how few people we actually turn to for running demanding operations, you
realize how limited our resources are.

3. In addition to other conmsiderations, I believe that much greater
emphasis should be placed on the role of the career case officer because of
the age and experience patterns of our personnel. Among the operations
officers, almost 90% - I would guess - are from 30 to 45 years old and
have from 8 to 15 years experience. If the only worthwhile career is that
of being & chief, then few can satisfy their aspirations. If the major emphasis
were on developing senior case officers, the morale and dedication of many
might well be much higher.

4, I realize that the revised Fitness Report form must cover all types
of employees and no matter how it is worded, it can't do much to correct the
deficiency I maintain exists in personnel policy. I would recommend, however,
that - if it is agreed thsat more emphasis should be placed on developing career
case officers '~ some recognition of the problem eppear in the next revision
of Form 45. T ' ' - : : -
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